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ICS-77-6220
18 March 1977

MEMORANDUM FOR: DCID 1/2 Ad Hoc Group

FROM: |

| .
Chairman, DCID 1/2- Ad Hoc Group

SUBJECT: Draft DCID on the Intelligence Community Planning
System

1. The attached draft incorporates the agreed changes developed
at the Ad Hoc Group meeting held on 16 March 1977. You will note

that the system description is now identified as an attachment to the

basic DCID.

2. An Ad Hoc Group meeting is scheduled for 25 March 1977 for
final review of the draft prior to forwarding it for consideration by
the NFIB. The meeting will be held in Room 6E-0708 Hqs. Bldg., 1300-
1430 hours.

3. Please advise | | if you plan to attend
this meeting by COB 23 March 1977.

Attachment:
As stated
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_DIRECTOR OF CENTRAL INTELLIGENCE DIRECTIVE NO. 1/12
ADi Lovna on
THE INTELLIGENCE COMMUNITY/PLANNING SYSTEM-|

(Effective 1977)

Pursuant to Section 102 of the National Security Act of S L
1947 and National Security Council Intelligence Directives . - 7
there is hereby established an Intelligence Commun1ty('~an—
ning System and a Bireeter of GCentral Intelligenece Community
Planning Committee which will be a standing Director of
Central Intelligence)Committee.
{%>LI;).

1.  Planning System e g f &

a. The Inte111gence Community Planning System1
shall include a series of annually produced(ﬂfwuments
promulgated by the Director of Central Inte111gencq
on the advice of the National Foreign Intelligence Boar
(NFIB) ,@s eurrent and planning _guidance to the organiza-

- ttons of the Intelligence Commun1tyh These documents T
..shall include sug%tant1ve and resource m?ggggmggp T A
guidance both for)  operations and for/planning and
programming within the constituent programs of the
Intelligence Community.

b.  The Deputy to the Bireeter of Gentral DCI
Intelligence for the Intelligence Community shall be
responsible for the development and maintenance of _
the Planning System for the Director. ' i

c. The Planning System shall be composed of f?’ | ;&{b)
three elements, each relating to a particular time el d«a

period. 7). ff |

(1) Current element: AN

M&W \ [‘9 s ‘;b
(a) Current anmFH@Edocuments will o

address the upcoming fiscd}cyear.
They will be promulgated annually by
X% the Bireeter of Central Intelligenece DCI
Y i - the—Juty~September pertodyand. apply
(S to the fiscal year beginming—1 October.

1 Attachment contains a detailed description of the current
Planning System.

I
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(3)

fompniane g emy g gy
Ei?ffewﬁijigﬂl
CRETES I PA PN I ]

' . v <y
(b) Substantive components of the P L&
current element of the Planning System 2t
will be<gs approved by the DCL Direetsr ¢ pet-
of Gentral Inteliigence on the basis of 7
mutually agreed recommendations submitted —

by the Deputy to the Director for the
Intelligence Community and the Deputy
to the Director for National: Intelligence.

(c) In its inceptions the eurrent
etement of the system will inelude doeuments
whieh are a follew on to the 1976 - 31977
issuanees of the "BGI Goals anrd Objeectives-!
the Key Intelligenee Questionsy and statements
ef requirements and prierities developed from -
the attaehment te BEI 1/2:  The current planaing
documents will form one point of departure for
the development of the mid-range document(s).

Mid-range_e1ement:

(a) Mid-range planning guidance will be
published annually in the Septemberzﬁgyembgg}
period and will address the program year an
the four following years.

(b) It is intended that this element
will support the annual preparation of the
"DCI Program Resource Guidance" and provide
direct guidance to program managers in
their submissions to the National Foreign
Intelligence Program budget.

te} The mid-range planning decument{s)
will suceeed the previewsly issued UPCI
Perspeetives for Intelligence R}anning and |
Programming-= |

Long-range element:

(a) The long-range planning document
will be published annually prior to the mid-
range planning document. It will address
the period beyond the program period to 20
years in the future. .

(b) The primary purpose of the 7/ .« (% éi’
long-range element is tofprovide insight R

for the development of the mid-range

planning element.
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DCI Community Planning Committee

a. Mission

Mission of the.DCI Community Planning Committee shall
be to facilitate the development and improvement of the
Birecter of Gentral Intelligence Community Planning
System and to participate as apprepriate in the prepara-
tion of the planning documents E@gﬁh&mLihen&??

b. Functions
Functions of the conmittee are to:

(1) Review and make recommendations to the
NFIB and the DCI Bireeter ef Gentral Intelligence
concerning the content and nature of the Intelligence
Community Planning System and the utility of the
documents included in the System.

{2} Provide sueh substamtive inputs te planning .
documents as are requested by the Deputy teo the
Birector of Gentral Intelligence for the intelligenee

CommuAity=
S
Yol

(2) 43} Participate in the{drafting)of
planning documents whemn se requested by the Deputy
te the Direector of Gentral Intelligenece for the
Intelligence Gemmunity: and assist in main-
taining the System.

(3) €43 Serve as the Community mechanism
by which coordination and comments from component
organizations of the Community are obtained on
planning documents during thedraf inge and review
process. Clrbeppnt’

(4) Insure that consumer interface is ak¢q%p § «f
maintained at appropriate levels in constituent
agencies so that¢all usen needs recetve constdération.
_,it\ .. “. \ e Ny e izt—j’»v < v&f;
c.  Community relationships : ; ’

Upon request of the committee chairman,
Intelligence Community organizations shall furnish
to the committee within established security safe-
guards particular information or materials needed
by the committee and pertinent to its functions.

3
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d. Composition, organization and rules c¢f
procedure

The composition, organizatfon and rules of
procedure of the DCI Community Planning Committee
are those stated in DCID 1/3. .

Director of Central Intelligence

4 : :
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Attachment to:
DCID No. 1[_2

THE INTELLIGENCE COMMINITY
PLANNING SYSTEM!
(Effective )

1. INTRODUCTION o | ' ‘

The Intelligence Community P]énning System set forth herein'ﬁﬂéwdep+cted
imthe_attachment herefd is promu]gated by the'Director of Centra1 Intelli-
gence (DCI) in accordance with DCID No. 1/12. This planning system provides
the frimarp framework for the development and provision of intelligence
planning guidance for the Intelligence Community. It constitutes one of the ‘
Tne 9 o v ana ;
<Ef1mgn¥,mechanlsmj’whereby the DCI: exerc1ses his respons1b111ty for the
coordination and dirvection of Community intelligence activities. The system ;
is designed to provide both subétantive and resource management guidance for
operations as well as for p1anning and programming. It will support @be_more
specjfi§ program and resource guidance issued by the NSC Policy Review
Committee. It is also designed to‘be of.ﬁ&fﬁﬁa in measuring'performance and
jdentifying areas for improvement.- 1
2. RESPONSIBILITY | '

The Deputy to the DCI for the Intelligence Community is responsible #or
the development and maintenance of the Intelligence Community Planning System.
Substantive components of the current element of the planning system will be
prepared in collaboration with the Deputy to the DCI for National Inte111gence

Sas ¥ rre whol Apcemamre eI

The DCI Community Planning Committee will:. ass1st as appropriate, in the
development and improvement of the system and in the preparation of planning

documents.

e . .
(T‘Supercedes Intelligence Community Staff Memorgndum dated 25 August, 1976,
SaugpprBIES : |
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3. THE PLANNING SYSTEM
To improve the order and coherence of the intelligence planning
process, the major elements of the.Nationa1 Intelligence Community Plan-
ning System relate to three major time perﬁods:
a. Current element--
Next fiscal year.
b. Mid-range element--
Program year and the four following years.
¢. Long-range element--~
Beyond the program period to 20 years in the future.
4. THE CURRENT ELEMENT _
| The current planning components are published annually in the Ju]y—

September period for the next fiscal year beginning on 1 October. Col-

Jectively the components provide broad guidance for operations and planning

in all functional areas during the one-year period covered. They are:

a. Current Outlook-- |

This component/fis developed and published by the
Intelligence Community (IC) Staff 1n.399ESfE}iEE with
the National Intelligence Officers (NIO's). Itlwill
focus on an explanation Qf the changes in the inter-
nationa]@ﬁ;gperationgj environment which have made
particularCJ;§¥?ﬁ§§ﬂs worthy of singling out as intel-
ligence requirements for special attention. The

outlook forms the basis for the identification of

. . . ™ . . sy
priority requ1rements;for'reg1ona1 and topical areas,

Approved For Release 2004/05/13 : CIA-RDP91M00696R000500140010-6
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and the background from which Key Intelligence
Questions are selected.
b. Requirements Cateégories and Associated Priorities---

(1) This componené}prov1des a framework for

designat1on of current operational requirements and

priorities. (The same framework is also used for pro-
jecting changes to priorities-in the'mid range.) Its
princip%é purpose is to reflect the relative importance
of topical information on a geographic basis to provide
operational guidance for .intelligence collection, pro-
duction and support activities.

(2) The requirements cat bgries and éssociated
priorities (set—fortMhare under. continuing review and may
be revised at any time at the request, and with the
appropriate participation, of members of the Intelligence
Community E@ngugﬂ_procedures specified elsewhere, All
other prioritization of national intelligence reqUire-
ments will be related to those contained in this
document (except those involved in reaction to crises).

(3) Th1s component, pubtished as an attachmen£-af

T et tma s e

“DCID 1/2 w111 receive comprehens1ve review at least

annually= by the Community Planning Committee. The

pr#epit%es-#Hﬁepmatien-w41l-be-p¥aeed—en—the—€emmun4ty—

On-Line-Inteltigence -System-{COINS)-computer-network To
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] ) AL I
to simplify updating and to facilitate ((tilizatidp

by the Communityr , priorities information will be

automated to the maximum extent feasible.
¢. Priority and Specia]'Requiremeﬁtsf—

(1) Under the direction of the Deputy to the DCI
for National Intelligence, {]1sts 6} pr1or1t¥)requ1re-
ments[ﬁor-reg1ona1 and topical area§]w1]] be prepared
reflecting the demands fér intelligence outlined in the -
Current 0ut1ook;§9mpone@;. Emphasis will be on recog-
nizing changed circumstances which make a statement of
refined needs espec1a11y useful to 1nte111gence program

A A A ot

managers. These 1ﬂst5fW1TT'EJ prioritized in accordance

~with a%se—pFevide-4den€i€#eatien-ef-pPieP4t4es-feP-%he-
reguirements-within the overall framework of requirements
categories and associated priorities descfibed in para-
graph 4b above.
(2) As circumstahces dictate, other special

requirements will be published as determined by the DCI.
d. Key Intelligence Questions-- nk~w’” | et
[ ,(; . AR L“-ab-cw

(1) From the Current Outlook @nd the severa1 lists

' ofhpr1or1ty Yrequirements(for regional amd topical ar 55
prepared under the direction of the Deputy to the DCI
for National Intelligence before each fisctal year startsgj

Dy “..‘.,A-‘;
a highly selective number ofjﬁequiremeqf;;wil] be
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vy POT/IMT)
1dent1f1ed/f0r”spéc1a1 operational attention during
the upcoming year.

(2) With Community participation, production and
collection strategies will be developed for furetienait
emphasis use by the members of the National Foreign
Intelligence Board (NFIB).

- e. Goals énd 0bject1ves¢-'

A d)— y o )-EV{f J’*’,.
This component is: published annually ‘with the advice

”@ ~ of NFIB at the beginning of each fiscal year to identify
ggv 4/ the broad goals and specific objectives of the DCI and
e L
/g*’r the Intelligence Community as a whole. [Egals are stated

with respect to each major Community responsibility of the.
DCI and one or more objectTQes-is identified for each goal.)
5. THE MID-RANGE ELEMENT
This component, published annually in the fall, constitutes the DCI's
Mid-Range Planning Guidance. It supports the annual preparation of the DCI
Program Resburce Guidance and also serves as direct guidance to all Com- |

munity managers. The component has three major parts:

a. Perspectives for Planning and Programming--
This is a consideration of the changing world
environment, with attention given to U.S. foreign and

national security policy.

Approved For Release 2004/05/13 CIARDPQ?M00696R000500140010 -6
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b. Intelligence Strategy as it Applies to the Mid-Range
Period--
Application of broad intelligence strategy for

supporting U.S. policy over the mid range is described.

Emphasis is on the focus .of intelligence effort and the.

needs for resources. i ‘

¢. Projected Changes in U.S. Priorifies_in the Mid-RanQe

Period-- , ;
In this part, projected @gvironmenta?échanges are

expressed in terms of anticipated modificétions to current

requirements categories and associated priorities within

the framework of the attachment to DCID No: 1/2.
6. THE LONG-RANGE ELEMENT

a. This element, updated annually, before the Mid-Range Planning
Guidance document is prepared, is a study which covers the years beyond
the program period to 20 years in the future. Drawing on Jiﬁeratute f?@@
many sources deaiing with the 1ong.range,'the effort focuses on the iden-i
tification of implications for the intelligence planning process. Attention
is given to exploiting progress made in long-range planning efforts withié
and external to the Government. Major aspects outlined in the current and
mid-range elements are treated where resolution permits.
b. The long-range study is designed to be of optimum va]ue'tq both

mid-range planning and programm1ng Annua]&}Eudy_@Egjizatioﬁ\assessments

,\M}’;‘:_J
are#schedu]ed to provide guidance for updating the Tong-range study Eaeh -
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year and for the purpose of 1dehf3fyiﬁg'sbécia1 studies needed to assist
incresolving selected major programming issues.)
7. PREPARATION AND DISSEMINATION OF PLANNING DOCUMENTS

The Deputy to the DCI for the Intelligence community will publish
schedules for the preparation and dissemination of the planning system
components described above. The DCI Intelligence Community Plannjng
Committee will assist in the preparation of ddcuments(gas~appropri%f?;
Each issuance and update will be referred to the NFIB for review and

advice prior to approval by the DCI.

7
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INTELLIGENCE COMMUNITY PLANNING SYSTEM —
’ CURRENT ELEMENT ] l MID-RANGE ‘ ) LONG-RANGE
' ELEMENT ELEMENT

(One Fiscal Year) (Program Year and i (Beyond the Program
‘“ Four Following ‘ Period to 20 Years.
Ll__‘__,m_ - Years) _ in the Future)

e Current Outlook ' ' e DCI Mid-Range e Long-Range Study

Planning Guidance
e Requirements Categories

= and Associated : - Perspectives for - Global Review
' Priorities . o Planning and.
Programming - Intelligence
¢ Priority Requirements Implications
' for Regional and . - Intelligence
Topical Areas . Strategy
e Key Intelligence - Projected changes
Questions . ’ in Priorities

@ Goals and Objectives
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You wighed to be reminded that you wish to
call Fritz on his NIE cost—effective study proposal
to make clear that you will be annoyed if he gives
up on the cost part and issues only another effective

studye

7?77ecd
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Attached is a proposed IC Staff
research project on the costs and value
of NIEs. My intent is to develop a body
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NFIB in assessing proposals for improving
National Intelligence Estimates.

I am interested in your reactions
and suggestions.
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THE COSTS AND VALUE OF NATIONAL INTELLIGENCE

ESTIMATES--AN IC STAFF RESEARCH PROJECT

Purpose of the Project

The first semiannual review of intelligence made by
the IC Staff highlighted consumer criticisms of National
Intelligence Estimates (NIEs)®*. This project is intended
to follow up on the first semiannual review along two
lines:

--To develop detailed data on the costs of
NIEs and their value in terms of the use
to which they are put.

--To explore possibilities for reducing NIE
costs or increasing their value.

Major Tasks

The project will consist of four major tasks:

1. Identification of the ~osts of producing
the NIEs and other interagency products published
in 1976-77. These costs are expected to be
measured primarily in terms of Community manpower
devoted directly to their production.

2. Determination of the specific ways in
which the 1976-77 NIEs have been used, both out-
side and inside the Intelligence Community.

3. Performance of a pilot study in "market
research" for NIEs on the Soviet Union, to
determine the actual and potential needs which
these NIEs might satisfy. This task will con-
tribute to the review of possibilities for
improving the value of NIEs in Task 4, and will
also serve as an experiment in the application of
market research techniques to intelligence
production., It will be based in part on the
results of Task 2.

4, Identify ways to reduce the costs of
NIEs or to increase their value, for consideration
by the D/DCI/NI or NFIB, as appropriate.

*Reference:  Semi Annual NSC Intelligénce Review, An Assessment

of National Foreign Intelligence Production, December 1976,
Vol I, pp 13-14.

Approved For Release 2004/05/13 : CIA-RDP91M00696R000500140010-6
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Research Plan

1. Preliminaries

Obtain a list of all interagency products
produced during 1976-77 and determine which ones
to include in the research projects.

B --For costing purposes, all 1976-77
interagency products should be
included.

--For determining usage, it may be
sufficient to research a subset of
the 1976-77 interagency products,
being sure to include representatives
of all classes of these products.

2. Task 2, NIE Costs

a. Develop ground rules for defining, collecting
and displaying NIE cost data. For example, to what
extent are the costs of lower level products such as
Backfire range analysis to be attributed to NI1Es?
Costs of 1976 NIEs which were incurred in 1975 or
earlier should be included, buir tabulated to show the
time at which they occurred. Not only must costing
ground rules be developed, but the logic which under-
lies these rules should be explained, to facilitate
critical review.

b. Develop a survey questionnaire and associated
distribution 1list to collect data on the costs of
1976-77 interagency products. It will be uscful to
determine, not only how much each product costs, but
also how these costs are distributed over different
activities, such as research, drafting, coordination,
editing, and printing/distribution.

c. Follow-up the questionnaire with selected
interviews to validate or expand upon the survey data.

d. Array and analyze the resulting data as
appropriate to support the other tasks of the project.

3. Task 2, Value of NIEs

a. Identify all users of the 1976-77 inter-
agency products under review, both inside and outside
the Community, using such tools as the initial

2
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distribution lists for cach product and access
lists maintainced by rccipient organizations,

b. Develop a survey questionnaire and
associated distribution list to determine the
usage of NIEs (see 'also first item under Task
3 below).

--Follow up the questionnaire with
selected interviews as necessary to
understand fully the uses to which the
1976-77 NIEs have been put. (NOTE: It
may be desirable to conduct early inter-
views with a small sample of users in
order to test and refine the questionnaire.)

c. Special procedures may be needed to survey
users of NIEs who have left the Government since
1976.

d. Array and analyze the data collected
during Task 2 to facilitate Tasks 3 and 4.

4, Task 3, Market Research Pilot Study

a. Draft a short essay on possible uses of
NIEs and other interagency products, both as an
aid to designing the questionnaire of Task 2 and
as a first iteration on the market research pilot
study. :

b. Develop a brief paper on commercial
market research and its techniques, identifying
similarities and differcnces with the problem of
determining the nature of the markets for NIEs.

c. Identify actual and potential markets
for current and future interagency products on
the Soviet Union. As part of this effort, a
generic definition is needed of "NIEs on the Soviet Union."
to assist in exploring and delimiting potential
(as contrasted with current) markets. A
definition of the term "market,'" in the intelli-
gence context, would also be helpful.

d. For each of the above markets, identify
the contributions which interagency products on
the Soviet Unioh make or potentially could make,
the uniqueness of these contributions, and the
value of these contributions in light of other
sources of information and analysis available to
these markets.

Approved For Release 2004/05/1 33 CIA-RDP91M00696R000500140010-6
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e. Assess the utility of market resecarch as
a tool to determine user needs {for NIEs and other
interagency products.

5. Task 4, Improvements

Based on the above work, possibilities for lower
NIE costs or improved value to users should be
identified and analyzed for consideration by the
D/DCI/NI or NFIB, as appropriate. Improvements might,
for example, be sought in the following areas:

--Drafting and coordination procedures.
--Formats of NIEs (e.g., updating pages
when necessary, rather than republishing
major NIEs every year).
--Schedule of interagency production.
--Topics addressed by interagency products.
--Policy guidelines for drafting the text
of NIEs (e.g., highlighting changes from past
editions, distinguishing evidence from hypothesis,
etc.).

Organization and Schedule

The research would be carried out as an IC Staff project,
largely by IC Staff personnel. The NIOs and NFIB should be
informed about the work and the advice of both bodies solicited.
It would be desirable to form a working group of represen-
tatives of the NFIB agencies to provide:

--A structured source of ideas and critique
at key phases of the project.

--Ready access to each NFIB agency for data.
--Assistance in conducting interviews.

Tasks 1, 2, and 3 can proceed somewhat in parallel,
although completion of Task 3 must await the data from Task 2.
The fourth Task, of course, cannot start until the first three
have been completed. Precise scheduling of the Tasks is
difficult to predict, but the project probably will take on
the order of six months to complete.

4 :
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